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Jasper: Future Role of the Accountant

Technological developments have placed the accountant at a
crossroads. How far should he broaden his activities? The de
cisions
makes can very well determine the —
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budgets and the recording of cost
behavior. It is the argument of this
article that the accountant must
move beyond this narrow concept
if he is to maintain and enhance
his importance in business organ
izations.
Internal information

A broader concept of accounting
would be to view it as including all
activities involved in the gathering
of internal information. In addi
tion to the traditional accounting
functions, the accountant would
use electronic equipment, systems
analysis, statistics — all the tech51
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tistics, computers, systems analysis,
and operations research. It is per
haps less obvious that to meet the
business needs of tomorrow he will
need to devote much more atten
tion to the contribution the be
havioral sciences can make
the
profession of accounting.3
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Behavioral sciences

The trend is toward bigger cen
tralized control units in all areas
of human activity. The combina
tion of this growth in the size of
organizational units and the new
technology may produce a major
change — or even a complete re
structuring — of the basic manage
ment functions as they are known
today. The resulting human prob
lems — and opportunities — will
be problems and opportunities for
the accountant
well as for top
management.
Behavioral scientists have pro
duced evidence that the efficiency
of a person is determined in large
measure by his own body chem
istry and nervous system. New dis
coveries in biomedical and bio
physical research suggest that the
efficiency of the human being can
be improved. These findings could
well influence the setting of stan
dards and the preparation of budg
ets in the future. The accountant
should remain alert to the possi
bility of future improvements in
the efficiency of personnel per
forming business operations.
Scientific progress may bring a
day when substantially better per
formance from man can be antici
pated. Management will not be the
only one to benefit from such im
provements. Higher performance
requirements may represent a
healthy challenge to people capable
of doing better. If goals are too

3 For an expanded discussion of be
havioral science and its relation to ac
counting see Norton Bedford, “Behavi
oral Science and Accounting Research,”
in the Proceedings of the International
Conference on Accounting Education,
published by The Center for Interna
tional Education and Research in Ac
counting, University of Illinois, Urbana,
Illinois, October, 1962.
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He would communicate to management broad economic data, marketing
information, and financial facts — all information, whatever its origin.

easy to reach, employees are bored
and lack incentive to improve.
Communication

The best and most effective in
formation will not be helpful un
less it is accurately communicated
by the information gatherer to the
decision maker. Behavioral scien
tists have learned much about com
munication in recent years.
One of their significant findings
is that the communication network
in a company does not necessarily
follow the organization structure
as portrayed in the organization
chart. In fact, it has been suggested
that if information did not flow
as it actually does, organizations
would not operate as effectively as
they do now.
So far little has been done to
make use of this insight. Some day,
however, its application may re
sult in substantial change in the
basic forms of business organiza
tion as they are known today.
Such changes would, of course,
have great significance for the ac
countant in his work of reporting
information. It is conceivable, for
example, that a new and separate
organization might develop in a
company for feeding information

to a central control group working
closely with the company’s top
management.
More basically, the accountant,
as a measurer and communicator
of economic data, must be skilled
in the art of effective communica
tion. As a member of the manage
ment team, he must be constantly
aware of the human as well as the
quantitative side of the changing
business scene. Douglas McGregor
has said that “if the practices of
scientific management were delib
erately calculated to thwart men’s
needs, which of course they are
not, they could hardly accomplish
this purpose better than they do.”
Armed with his accurate and
total information, the accountant
has a heavy responsibility to pass
this intelligence on to top manage
ment in a useful way so that proper
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Communications do not necessarily follow the organization
structure as it is portrayed on the organization chart.

and appropriate decisions can be
made. If the accountant cannot
communicate his information clear
ly and impellingly to management,
all of his other efforts will be for
naught.
Human motivation

Behavioral scientists also are
shedding more light on the subject
of human motivation. They are
now reporting that man can be bet
ter understood in relation to five
groupings of basic human needs:
(1) physiological, (2) safety, (3)
social, (4) ego, and (5) self-ful
fillment.
The first two needs are the most
pressing; when they have not been
satisfied, they tend to block out the
others. Thus, a hungry man can
be counted upon to respond to
“direction and control.” The higher
drives, however, are less automatic.
The behavioral scientists say that
a man must satisfy these needs
through self-motivation. To moti
vate people effectively, manage
ment’s best course is to provide the
conditions or environment in which
people can successfully seek satis
faction of these higher-level needs.
In the affluent American econ
omy it would appear that the high
er-level motives of individuals are
going to become stronger and

stronger driving forces in the fu
ture. John Beckett has said, “If
management does not provide
working conditions in which high
er-level needs can be satisfied in
part at least by the individual, then
deprivation of these needs will cre
ate frustrations, conflicts, and strife.
A person who is unable to obtain
satisfaction of his upper-level
psychic needs may become just as
sick as a person who is deprived
of his lower physiological needs.
That sickness may and often does
express itself in his behavior.”4
Of great importance to account
ants is a recent report in the Cali
fornia Management Review of a
study which showed that even
when executives have all the in
formation they need to make a de
cision, they do not always make
the right one.5 Some have argued
that such failures may occur either
because the executive does not
know how to translate information
into effective action or because the
information has not been ade
4 John A. Beckett, “Motivation and Sys
temation—New Realities for Industrial
Management,” Essays, published
the
University of New Hampshire, May,
1963, p. 5.
5 C. West Churchman, “Managerial Ac
ceptance of Scientific Recommendations,”
California Management Review, Fall,
1964, pp. 31-38.
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quately communicated to him. The
researcher, C. West Churchman,
concludes, however, that the an
swer is to be found in better under
standing of the manager himself
and how he works and thinks.
The executive’s own personality,
his goals, and the persons who in
fluence him are all important fac
tors in his behavior. Information,
analysis, and communication mean
nothing, according to Churchman,
unless the manager pays attention,
and paying attention is “an obscure
process of the managerial mind
little understood by management
scientists. ... If we are to learn
more about the implementation of
recommendations, we must learn
more about how people decide
where to direct their attention.”6
It is possible to conclude that in
these bigger centralized control
units and in systemation we have
an irresistible force and that in
motivation or the human element
we have an immovable object. This
would seem to be one
the prin
cipal issues to be faced by man
agement practitioners, behavioral
scientists, and philosophers as well
as by accountants. The new chal
lenges facing the accountant make
it vital that he not neglect the hu
man side of the picture while he
6 Ibid., p. 36.
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pursues greater knowledge in the
scientific and technological sphere.
Like the accountant within in
dustry, the public accounting prac
titioner is under pressure to accept
a broader role. John Carey has
stated, “One change of major im
portance is the computer revolu
tion. . . . Closely related is the
rapidly growing demand by man
agement — of small businesses as
well as large — for more and bet
ter information as a basis for plan
ning, control, and making decisions.
There is a good deal of evidence
that businessmen expect help from
their CPAs in meeting this need —
but are frequently disappointed.
As time goes on, if such disappoint
ments are too frequent, manage
ment will look elsewhere for the
help it needs, and there will be
someone eager to provide it, even
if that someone is not so well
qualified as a CPA. The
a larger
CPA firms are keenly aware of
these trends. . . . Many smaller
firms, however, seem oblivious to
what is happening. . . . Some local
firms offer no management services

whatsoever.”7
It is undoubtedly true that many
accounting firms need to broaden
their functions to include what
have come to be known as “man
agement services.” Just what ac
tivities are appropriately included
under management services is not
yet clear. Is any demand by a client
for help in making a business deci
sion a logical area for the CPA?
Should the CPA assist in the choice
of the proper plant layout? Should
he become involved in the many
areas of marketing where decisions
must be tempered by subjective
considerations? Are decisions re
lating to personnel planning and
budgeting logically within his
sphere of influence? By what stan
dards should the CPA conduct his
business?
More research is needed to de
termine the logical management
services to be offered by public ac7 John
How Can He Expect to
Compete?” in the Professional Comments
section, The Ohio CPA, Winter, 1965,
p. 40.
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The accountant must be

skilled communicator in human terms.

counting firms. Nevertheless, it is
clear that any such broadening of
functions, whatever its specific na
ture, will necessitate an expansion
of the areas of knowledge and com
petence on the part of the person
nel
the accounting firms.
A similar broadening of the
CPA’s knowledge will be required
to cope with changes in the attest
function. The auditor will un
doubtedly be involved in more
continuous auditing of his clients’
businesses and will have to audit
through the computer instead
around it. Much of the data sup
porting the auditor’s opinion will
be stored within the computer on
magnetic tape or on disk packs and
will be part of an integrated in
formation system. The auditor will
need to understand these things
about his client: his system, his
theory of management, the flow
communication throughout his sys
tem, and the quantity and quality
of information to be provided at
the various levels of management.
It has been suggested that “twenty
years from now it may be common
place for CPAs to assume responsi
bility for the adequacy of informa
tion systems under standards com
parable to those which exist today
for the audit of financial state
ments.”8

8 Thomas D. Flynn, as quoted in the
Professional Comments section, The Ohio
CPA, Winter, 1965, p. 41.

With the increasing use of budg
ets and forecasts as a basis for man
agement decisions, the CPA must
concern himself more and more
with statements that forecast the
future results of operations. He
also will become more deeply in
volved with performance measure
ment.
In a broader attest role, could
the accountant serve
an impar
tial observer to judge the effective
ness with which the enterprise has
carried out its objectives? Is un
conscious bias prevalent in so many
areas of a company’s operations
that an independent professional
person could give new insight into
the various problems faced by his
client company — problems that

Scientific management all too
often ignores human needs.
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The accountant
as a catalyst to unite the user of
computer equipment and the
equipment engineers. Most com
puters have been primarily prod
ucts of engineering, with more
thought given to the capabilities
of the equipment than to the needs
of the user. The engineer “hopes”
the customer will find a way to use
his product. Much needs to be
done to help business capitalize on
the full potential of electronic data
processing. Will the accountant be
the one to bridge the gap?
Crossroads

Will he remain an accountant in the commonly understood meaning of the
word, or will he expand his role to include all information gathering?

may not even be recognized by its
management?
More immediately, it seems likely
that the profession could develop
 alter
standards by which to judge
native business practices. In the
area of capital budgeting, for ex
ample, the company may have a
certain sum of money to invest and
a certain expansion goal. The ac
countant could develop standards
and criteria to judge whether the
company did or did not make the
right tests and the right analyses
before spending the money. In
general, whenever there are com
monly accepted rules, standards,
or practices for a given action, the
attestor could disclose the extent
to which such rules or standards
were met or fulfilled by the per
formance of the client company.
Could such a function be carried
further? Could the accountant
benefit both business and society
by serving
an unbiased, com
petent, and trained observer at
testing to the appropriateness of
the facts collected and analyzed?
Could he point out and recognize
the tendency of humans to look at
things with a subconscious built-in
bias? Could he sort out such bias

from actual fact? To do so, the ac
countant must be equipped to
understand the problems of human
frailty.
Catalyst

The accountant, both industrial
and public, is on the threshold of
offering new and expanded pro
fessional service to business and
society by studying and absorbing
both the new technology of syste
mation and the new philosophy of
motivation. Instead of trying to be
come an expert in all phases
these disciplines, the accountant
might do better to become suffi
ciently aware and competent in
these areas to serve as a catalyst
in the action and reaction process
of implementing these functions
in the organizational structure.
The accountant could utilize the
new technology to obtain better
measures and hence better data
for management. He could draw
from the new philosophy in order
to understand better the needs,
goals, and motives of the manager
and to develop better communi
cation techniques and a better en
vironment in which to work.
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The broadening of the informa
tion function in business confronts
the accountant with a basic deci
Will he remain an accountant
in the commonly understood mean
ing of the word, concerning him
self with the usual accounting ac
tivities plus such matters as budget
ing and cost accounting, or will he
expand his role to include all in
formation-gathering functions?
If the accountant chooses to re
strict his efforts to the traditional
activities
his profession, his role
in business is likely to diminish.
But if he chooses to extend his
sphere of influence to include total
information systems, his position,
importance, and prestige in busi
ness will increase greatly. He will,
in fact, be in a vital and strategic
position to participate in the de
cision making process in his com
pany.
The impact that the new tech
nology and the new philosophy
have upon the accounting profes
sion should be examined critically.
Will the accountant prove ready,
willing, and able to serve as the di
rector of management information
systems? Will he absorb the de
velopments in the study of human
activity that have relevance to the
enterprise? Will he serve to bring
together the user of electronic data
processing equipment and the
manufacturer of such equipment.
The answers to these questions
will determine whether accounting
is on the way to becoming one
the great professions.
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